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Empowering staff to embrace the challenge of organisational
goals is what leadership is all about today, but Uma iogulu and
Glenice Wood query whether it's the only way
p owe r strugg6le
DESPITE THE USE of the term
'leadership' for more than a
hundred years, researchers are
still trying to understand what
constitutes ideal leadership
through an analysis of
characteristics and behaviours.
Today the study of leadership has
gained prominence in all walks of
life, and has become increasingly
important because of the forces of
change exerted on organisations
through globalisation. This has
led to a focus in the style of
leadership roles that are believed
to cope most effectively with the
changing environment because of
the globalisation of the market
economy, changing
organisational structures and
increasing workforce diversity
STYLES OF LEADERSHIP
Contemporary leadership'
research highlights two
prominent styles of leadership
that are widely exhibited by
managers in organisations; today
-these are known as
'transactional' and
'transformational' leadership.
Although these two terms first
appeared in the late 1970s to
explain the behavioural
differences of political leaders,
they have since became widely
used as descriptions of
managerial leadership in
organisational settings.
The 'transactional' leadership
style is defined as the transaction
between leaders and followers,
who are rewarded or disciplined
based on work performance. This
style of leadership depends
strongly on the leader's power to
reinforce work standards to
ensure successful completion of
tasks by their staff; reinforcement
can be materialistic or symbolic,
immediate or delayed, partial or
whole, implicit or explicit, and
involve rewards or resources. In
summary, the transactional
leaders' crucial aim is to finish
tasks and it is done by
transactions which reward or
penalise their staff.
In contrast, 'transformational'
leadership involves establishing
oneself as a role model by gaining
the trust and confidence of
followers. These leaders develop
their staff by empowering and
mentoring them to excel beyond
the organisational day-to-day
obligations. As a result,
transformational leaders are
capable of communicating the
organisational vision and
creating awareness of the
direction that the followers
should be heading. In essence,
such leaders are believed to have
the ability to motivate, inspire
and support creativity in their
followers through taking personal
interest in the development of
their individual staff.
Four subscales underpin
transformational leadership:
individualised consideration,
intellectual stimulation,
inspirational motivation and
idealised influence.
Individualised consideration is
defined as a leadership
characteristic that gives
importance to mentoring the
individual development of staff.
Such leaders usually llsten and
treat individual staff with equal
interest, which builds confidence
in their followers. Intellectual
stimulation in contrast is the
ability to challenge followers'
ideas about the way they are
dealing with problems in order to
instigate novel creative problem-
solving methods. As a
consequence, individual
employees will become skilled at
providing analysis and decision
making based on logical evidence
rather than personal estimation
or private judgement.
Inspirational motivation on
the other hand, is the leader's
capacity to set him/herself up as
something of a role model. Here,
leaders strengthen their appeal
towards followers through
motivation and encouragement,
and becoming a source of
inspiration. The very last
subscale of transformational
leadership is idealised influence,
which is actually a combination
of the three subscales mentioned
previously This subscale
describes the propensity of
leaders to communicate the
organisational vision in simple
terms for the understanding of
their staff. In addition, idealised
influence incorporates an ability
to be emotionally sensitive
towards the needs and desires of
the staff. This behaviour also
underpins the charismatic style
of leadership.
WHICH IS MOST
EFFECTIVE?
Two significant findings have
arisen from the transactional
and transformational theories of
leadership. Firstly, research has
reported that female managers,
more frequently than their male
colleagues, exhibit
transformational leadership
styles. Secondly, the
transformational style of
leadership has been strongly
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1. individualised
consideration
(respect and
treat staff
equally)
2. intellectual
stimulation
(mentor staff
to think
analytically
and logically)
equated with effective
leadership. Effective leadership
is deemed to be that which
conveys a clear vision of the
direction required by 21st
century organisations, while
empowering employees to
embrace the challenge, and
cooperate in achieving that goal.
These qualities are evident in
the attributes attached to
transformational leadership, i.e.
the ability to inspire, encourage
and nurture employees to
achieve the organisational
changes that are continually
being imposed on institutions,
management and employees.
Today, contemporary
organisations are characterised
by flatter hierarchies and a
consensus management
approach, with organisations
across all industries being
obliged to be more customer-
focused and service-oriented than
in the past. Such changes have
brought about a need for a
management and leadership style
that involves high levels of
participation and collaboration
between superiors and
subordinates. When higher levels
of participation and
collaboration occur, enhanced
organisational decision making
is the by-product.
Such changes in
3. inspirational
motivation
(inspire staff
to perform)
4. idealised
influence
(communicate
organisation's
vision simply
and be
emotionally
sensitive
towards
needs of staff)
organisational behaviour
require innovative leadership
practices. Research has found
that transformational
leadership styles foster a greater
degree of participation through
effective communication,
empathy, flexibility and
tolerance. Such leadership
behaviours are able to motivate
and inspire the new generation
of employees to embrace the
operations of contemporary
organisations. However, despite
the obvious benefits of this type
of leadership style, perhaps
more is required.
IS IT ALWAYS THE
ANSWER?
A careful analysis of some
aspects of transactional
leadership suggests that this style
of leadership is important under
certain circumstances.
Transactional leaders have the
ability to 'manage' the
organisation to achieve existing
aims; such skills will obviously be
very important at various times
in the operation of the
organisation to ensure that
existing goals are achieved
successfully.
The transactional leadership
style is also of key importance
when speed is required for
decision making and to maintain
satisfactory levels of current
organisational performance.
That is, transactional leaders
make sure that their followers
are aware of the organisational
tasks and the potential
rewards attached to those
responsibilities. This means
that transactional leaders often
provide task clarity to their
staff which increases the
likelihood that the task will be
carried out efficiently.
In summary, although the
current academic leadership
literature reports empirical
evidence for the differences in
transformational and
transactional leadership styles,
many practising organisational
behaviour experts state that
both of these leadership styles
are fundamental in leading and
managing contemporary
organisations. In fact, according
to a large scale meta analysis
conducted in the US, effective
leaders exhibit both
transformational and
transactional characteristics in
their daily organisational
practice.
Therefore, although
transformational leadership
has been evaluated as the
leadership style equated with
effective leadership,
transactional style leaders
who provide clear direction and
bring about time-driven
responses and results in
contemporary organisations,
will continue to be seen as
valuable and appropriate,
especially because of the
enhanced organisational
efficiency that is likely to
ensue. U
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